In the past, it was not uncommon for a major league baseball manager to also be one of the players of the team. Today, these positions are so specialized that this practice no longer occurs.
5 more expertise on how to market our products than anyone in the company." Some of these comments may be bravado, but there seems to be more to it than that.
In the section below, Who Will Make the Next Breakthrough?, I take up the question of what types of organizations require this dual combination of leader.
The Challenges of Being a Strategist and Technical Specialist
In my executive coaching work, I find that I am almost always asked a question along the lines Interviews for this study provided a richer feel for the challenge posed by two sets of competencies. A senior leader in the U.S. Department of Agriculture comments, APublic service managers like myself need the tools to be both an expert and a manager. My individual expertise, as a senior risk analyst is required for long-term research and development. As a manager, I am inundated with managerial tasks, which, while important, take time away from my individual expertise, which is more highly valued by USDA. I have sought insight from consultants, the 6 literature and from fellow managers to help with these conflicting tasks. Few seem to be able to help because everyone is focused on one side or the other."
A second quote speaks to the challenge and tension implicit in today's senior leadership. "As a senior manager within a Department of Defense corporate university, the toughest challenge I face in my role is balancing my time and energy between leading people and change, with fulfilling my role as the organization's expert in learning assessment, evaluation, and performance measurement. My dual role as an organizational leader and technical expert creates a kind of cognitive dissonance for me in that there is a prevailing belief that management success is not based on domain specific technical expertise, rather is measured by success in demonstrating leadership skills and managing organizational change." I feel this tension very directly myself. As I sit here writing this chapter, I serve as the Dean of a business school and as a professor of management. For the first time in my career, I was unable to meet the deadline for my work on this chapter as a professor because the managerial and leadership responsibilities of being dean have been all-consuming in the past few months. Thank goodness for extensions! Senior leaders of many organizations today are hoping for extensions (and mostly not getting them).
As noted by the USDA senior leader above, he and his counterparts are now wearing multiple hats and wondering how to be effective in each role. Their education did not prepare them for this role and they are not finding assistance on how to manage this balancing act. They ask a question that doesn't typically come up in business schools or with management consultants.
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What is the minimum I can do in my managerial role and still have some assurance that the job is done effectively? The following section summarizes what an inquirer will find if she looks for answers in college business textbooks.
What Textbooks Teach
Business textbooks convey the conventional wisdom of the field. At the same time, they have been criticized for being behind the times, only progressing when concepts are considered "received truth" (Dent & Goldberg, 1999) . The received truth on this subject is that managers increasingly dispense with expert roles (which the textbooks call technical skills) as they climb the ladder. As they reach the top rung, they engage entirely in strategic work, delegating any technical tasks to subordinates. The technical expertise is seen as residing in the bench scientist or the manufacturing line foreman. This view is nicely encompassed in this textbook passage.
Upper managers spend most of their time planning and leading because they make decisions about the overall performance and direction of the organization. Therefore, they are usually involved in the development of goals and strategies to achieve those goals. Conceptual and interpersonal skills are especially important.... Middle managers are those managers who receive broad statements of strategy and policy from upper-level managers and develop specific objectives and plans. They spend a large portion of their time in planning and organizing activities. Conceptual and technical skills underlie these activities.... Lower or first-line managers are those concerned with the direct production of items or delivery of service. These actions require leading and controlling. Because 8 first-line managers train and monitor the performance of their subordinates, technical skills are especially important. (Gatewood, Taylor, & Ferrell, 1995, 17) .
Statements such as this are typically accompanied by a visual depiction of a pyramid and an inverted pyramid as illustrated in Figure 1 . The message of these diagrams is that as someone is promoted, the organization depends less on her technical expertise and more on her strategic expertise. This message is in contrast to the reports of senior leaders who state that the organization continues to depend on them for technical expertise in some area, and that dependence may increase rather than decrease. It seems to be the case that as someone moves up the managerial ladder she is simultaneously developing an individual expertise that is also increasingly valuable to the organization. As a result, managerial and technical expertise are hypothesized to be positively correlated instead of displaying an inverse relationship, the viewpoint of modern college textbooks. 
The So-called "Dual Ladder"
Another way that organizations have attempted to address the issue of high-level technical expertise is through the practice of dual ladders for career growth. (Ornoff, 2002) ; that they must develop "relational equity" to do their jobs effectively (Sawhney & Zabin, 2002) ; that performance appraisals are "critical to success" (Camardella, 2003) ; that a certain degree of toughness and resilience is "critical to success" (Alexander, 2005) ; that leaders must have generational awareness (Salopek, 2006) ; that leader-member interactions are most important (Campbell, White, & Johnson, 2003) . Other articles suggest that the "critical" success factor is empowerment or financial acumen or systems thinking or vision or image management. As with the trends impacting organizations and senior leaders, this list also goes on and on. There is a dearth of research in this area, so senior leaders with technical responsibilities are largely left to their own devices in figuring out how to allocate their time. In the final section, we
will briefly consider what future research avenues should be pursued to begin providing answers to the question of this chapter.
Future Research
Although the question posed in this chapter may be novel, at the same time, if there were easy answers, someone would have offered them by now. Consequently, it will take a large number of studies from a multitude of perspectives to begin to surface actionable strategies for senior leaders. This area of scholarship poses all the issues associated with researching "leadership" plus some. One important approach will be to foster studies that attempt to discern how senior leaders allocate their time among leadership and technical roles. Mintzberg's (1975) landmark studies following an approach like this revealed that a leader spends fewer than nine minutes on most interactions. His research also offered a reconceptualization of the leadership and managerial role. Performing time analyses would be a helpful approach (Wilber, 2000) in discovering how senior leaders are managing there dual responsibilities. This approach would also address questions such as whether the dual roles are woven seamlessly through a work day or whether they are segregated into chunks of time.
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Because much of the leader's work involves thinking, the time analysis is unlikely to reveal a senior leader's thoughts and where his mind travels in "down" time such as driving the car or working out in the fitness center. An interior approach would involve interviewing senior leaders about proportions of time, energy, and mental exertion devoted to different responsibilities. This information would be useful, but is often confounded by at least two issues, retrospective sensemaking (Weick, 1995) and "Satchmo's Paradox" (Vaill, 1989) . The former refers to the fact that although we each live nonlinear experiences filled with known and unknown motives at any given time, when asked about our experience, we will construct a story that is much more orderly, purposeful, and socially acceptable than what we actually lived. The latter is an allusion to Louis Armstrong's response to the question, what is jazz? He essentially replied that if you have to ask you won't ever get it. Armstrong was unable to explain to others something that he understood well. Other research suggests that an individual can perform work at a higher level than she can meaningfully explain to someone else (Jaques, 2002) . People can adequately explain to others work done one level of cognitive ability below the highest level they themselves can perform, but they cannot explain what they do when they are utilizing their highest level thinking.
